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In this study, we have constructed an original model and
carried out a research analysis in metalworking manufacturing.
The main subject of the research model is to investigate the
customer orientation depending on the factors of knowledge
intensive activities; and the aim is to contribute to businesses as
well as academic researchers, about the related subject. The
knowledge intensive activities are related with the learning
capacity of the organizations and they are: systems orientation,
organizational climate for learning orientation, knowledge
acquisition and utilization orientation, and information sharing
and dissemination orientation. To perform the research analysis
in the related sector, we have formed a survey instrument after
a detailed investigation of the literature and applied it on a
number of 578 employees of the metalworking firms. Based on
the results, it has been determined that the constructed model is
significant (at the p<0.001 level) and at the same time
customer orientation has significant correlations with all the
knowledge intensive activities (at the p<0.001 level).
Additionally, the total explained variance of customer
orientation depending on the knowledge intensive activities has
come out as the value of 0.77.
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People join various organizations throughoutmost of their lives.
The organizations are strong social tools for arranging relation-
ships between individuals. An organization is an entity where
two or more people come together to achieve a goal (or goals)
and whose behaviors are managed according to specified
rules (Applewhite, 1965). Another definition is that, organiza-
tions are goal directed, boundary maintaining, and socially
constructed systems of human activity, which focuses atten-
tion on the social processes involved in the genesis and per-
sistence of organizations (Aldrich, 1999). When an individual
wants to achieve his goals, which require more power than
he has, he must cooperate with others. As stated above, we
understand that organizations satisfy the individual's needs
by interactive and collaborative working.
The complexity of environmental changes forces firms to
put more effort in an efficient operational exploration of their
development process. This means, that increasing efficiency
will play an important role in accelerating the development
of the organizations. It is certain that there may be many fac-
tors affecting organizational effectiveness and one of them is
customer orientation. For G'omeza et al. (2004) being customer
oriented plays a key role in a successful business strategy. It is
widely known that customer satisfaction is crucial in organi-
zational effectiveness and being customer oriented brings the
customer satisfaction. In this paper, we will try to investigate
the customer orientation from the perspective of knowledge
intensive activities. The aim of this paper is to create a model
of knowledge intensive activities to measure the effect on cu-
stomer orientation.
Knowing that knowledge is power, organizations try to
compete in the sector by developing their knowledge inten-
sive activities. In the global business, know-how is gainingmore
importance, which requires knowledge based activities. R&D
(research and development) services, engineering services,
technology following services are all related with the knowl-
edge capacity of the organizations. The usage of knowledge
intensive activities helps the organizations to develop their
creativity. This ensures an important competitive advantage
for these organizations.
Organizational learning capacity has a significant impact
on the adoption of knowledge intensive innovations capacity
(Teo et al., 2006). The knowledge intensive innovations re-
quire knowledge based activities. In this context, we will ana-
lyze the knowledge intensive activities from the perspective
of organizational learning capacity. This provides that, as the822
learning capacity of the organizations increases, the amount
of knowledge intensive activities will also increase, whichmay
contribute to the organizations. Our study is going to mea-
sure whether these knowledge intensive activities will make
a contribution to the organizations in being customer orient-
ed in metalworking manufacturing.
LITERATURE REVIEW
Market Orientation
Marketing is becoming more important for the firms day by
day, which helps them to increase their profits. Price, prod-
uct, promotion and place are the fundamentals of marketing
as the answer to meeting the need to convert manufacturers'
products into cash (Kotler, 1997). This entails concentrating
on the marketing concept. There have been important stu-
dies onmarket orientation. Kohli and Jaworski (1990) point out
three groups of activities to define market orientation: gene-
ration of market intelligence relating to present and future
customers' needs, dissemination of intelligence across depart-
ments within the organization and the organizational respon-
siveness (Bozic, 2006). This basic definition can be explained
as: scanning of the environment to gather information about
customers and competitors, dissemination of this information
to all of the members of the organization for maximum uti-
lization and converting this information as new (value-added)
actions to offer to the marketplace. The other well-known au-
thors for the related concept are Narver and Slater (1990) who
definemarket orientation as a one-dimensional construct made
up of three behavioral components: customer orientation, com-
petitor orientation and inter functional coordination, and two
decision-making criteria: long-term focus and profit focus
(Bozic, 2006). These definitions state that market orientation is
crucial for the organizations and the essence of market orien-
tation is to focus on the customers, and hence, those organi-
zationswhich analyze their customer needs better will bemore
market oriented.
Customer Orientation
In this context, customer orientation (as a part of market ori-
entation) should be analyzed. Kohli and Jaworski (1990) de-
fine customer orientation as representing the degree to which
customer information is both collected and used by the busi-
ness unit. For Deshpande et al. (1993), customer orientation is
the set of beliefs that puts the customer into the center, while





AYDIN, B., CEYLAN, A.:
THE EFFECTS OF...
managers, employees, in order to develop a long-term prof-
itable enterprise. In customer orientation, the firm should clu-
ster its customers and make a classification of them depend-
ing on various properties. The more customer-focused orga-
nizations will add more value for their customers. This brings
us to the conclusion that customer orientation is not a simple
concept and that there is not a general marketing principle
for it. Even if an organization thinks that it has found its way
of marketing for any customer, this may vary (as time passes)
depending on the external factors. Especially, as the external
environmental changes cause crises and turbulences, the or-
ganization may need to revise their customer-centered mar-
keting principle. The organizations need to make earlier stud-
ies to foresee these types of problems before the crisis arrives
and should investigate for the possible solutions earlier. There-
fore, it is important for the organizations to think of their cus-
tomers within the external environment and to deal with the
customer orientation as a systematic process. This means that
organizations should see the customer orientation as a con-
tinuous process. Consequently, a customer-oriented compa-
ny has to develop a continuous communication system with
its customers and create a customer-focused environment wi-
thin a company (Hartline et al., 2000).
To provide the continuity of the customer orientation,
the organizations should also give importance to the learning
activities they have. In dynamic environments, the organiza-
tions which have higher learning capacities may better follow
and meet their customers' requirements. As the global turbu-
lences affect the customers' needs, the organizations should
emphasize on knowledge activities to predict their customers'
behaviors. The last global crisis, which started in 2008, has
shown that, dealing more with knowledge intensive activities
decreases ambiguity and this directly affects better predicta-
bility of customer needs and behaviors.
Organizational learning
Organizational learning has become popular in organizational
literature in recent years (Wang et al., 2007). Lifelong learning
makes a major contribution to not only the organization itself
but also to the economic development of the related country.
For Cyert and March (1963), organizational learning has been
viewed as a process, by which organizations as collectives learn
through interaction with their environments. Huber (1991),
Slater and Narver (1995) say that organizational learning is a
complex process that refers to the development of new know-
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ior (Škerlavaj et al., 2007). Changing behavior, in a positiveman-
ner, means approaching perfection. Therefore, organizational
learning will strengthen the organization to achieve improved
results because it ensures adapting to change, growing through
innovation, having result-oriented employees.
Organizational learning capacity
The consumer demands change rapidly and the organizations'
strategies must be flexible to these changes by improving the
innovation capacity of the organization. The innovation capa-
city of an organization is dependent on the learning capacity
of that organization. Organizational learning creates know-
ledge and the members share this knowledge with the whole
organization to improve efficiency. The knowledge-intensive
organizations tend to build their capacity to attain knowledge
easily. These organizations have highly educated employees
and have somemain features such as non-standardization, crea-
tivity or complex problem-solving capabilities (Sveiby, 1992).
The organizations should mind their learning capacity,
which is related with how they can learn more. Enhancing the
learning capacity for new learning areas (which will be nec-
essary for future requirements) may contribute to the compe-
titiveness of the organizations. It is now widely accepted that
in order to survive in the global business, organizations need
to develop their productive learning capacity (Millward, 2006).
The learning capacity uses the available knowledge within the
organization to continually renew the knowledge, and this
capacity determines organizational improvement and, hence,
its competitiveness (Prieto & Revilla, 2003). In renewing know-
ledge, the organizations try to learn from either inside or out-
side the organization. This requires an environment condu-
cive to learning. 'Learning capacity in organizations is often
characterized by two essential dimensions (Dierickx and
Cool, 1989; Steward, 1997; Bontis, 1999; Decarolis and Deeds,
1999; Vera and Crossan, 2000): a static dimension, based on
the structures that hold the stocks of knowledge – tacit or ex-
plicit – which are internal to the organization, a dynamic di-
mension, based on knowledge flows – representative of lear-
ning processes – that embody knowledge streams into the
organization which make knowledge stocks evolution possi-
ble, which are the input of numerous knowledge flows such
as knowledge generation, accumulation, distribution and uti-
lization, which may be assimilated and developed into stocks
of knowledge' (Prieto & Revilla, 2003, p:3). Increasing the stock
of knowledge helps to stay ready in case of unknown and





AYDIN, B., CEYLAN, A.:
THE EFFECTS OF...
capacity provides proactive learning. In adaptive learning,
the organization may solve the problems that have already
occurred, but in proactive learning, the organization learns
for the potential problems that have the probability to occur.
That is, proactive learning is a reason for being 'leader' in the
sector and organizational learning capacity has a role in pro-
viding this proactive learning.
Knowledge intensive activities
The organizations need knowledge intensive activities to com-
pete in the sector and providing this requires a good organi-
zational learning capacity. Knowledge intensive activities can
be analyzed in the following four components: systems orien-
tation, organizational climate for learning orientation, know-
ledge acquisition and utilization orientation, and information
sharing and dissemination orientation (Teo et al., 2006). The
systems orientation develops a way of looking at the outside
and creating a new methodology if needed. Systems orienta-
tion makes the person a systems thinker and enables identi-
fying the problems and solving them faster. Kandemir and
Hult (2004) define the systems orientation as: it is the broad
picture of organizational systems managed by the top ma-
nagement and comprised of innovation, manufacturing, mar-
keting, and distribution, where the systems thinking is re-
quired. For Senge (1990) and Stalk (1988) systems thinking is
understanding the systems and interrelations between the
subsystems and it encourages the organizations to focus their
strategic efforts on one system (Kandemir & Hult, 2004).
The other component 'organizational climate for learn-
ing orientation' analyzes how the organizationmembers' learn-
ing is affected by the conditions inside or outside the organi-
zation. Changing the conditions to improve the learning acti-
vities will facilitate the organization's members to acquire new
skills. Schein (1985) andMikkelsen and Gronhaug (1999) think
that, an organization's climate is thought to be a direct behavio-
ral manifestation of organizational culture, which is a deeper
and less consciously held set of cognitions and affective attach-
ments (Janz & Prasarnphanich, 2003). According to Moss-Kan-
ter (1983), Slater and Narver (1995), a climate conducive to
learning is expected to influence the rate of organizational
learning and, ultimately, organizational performance (Janz &
Prasarnphanich, 2003). The environment sometimes facili-
tates and sometimes hinders the learning. The learning cli-
mate is related with whether the environment is surrounded
with opportunities for learning.
The following component 'knowledge acquisition and u-
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nization is skilled in obtaining knowledge; making that know-
ledge a part of the organization that is necessary for improve-
ment and innovation (Choo, 1998). New knowledge should
be created for the improvement, and themore important know-
ledge should be separated from the non-important ones in or-
der to determine the priorities for the organization. Know-
ledge utilization states that the acquired knowledge creates
new capabilities and innovations and helps to embody this
knowledge to become the organization's routines, processes and
mindsets (Wikstrom & Normann, 1994).
As a last component, information sharing and dissemi-
nation orientation provides reaching the information easily
within the organization. Every organization wants to increase
the information they have and one of the ways to do this is u-
tilizing from the sharing and dissemination method. Infor-
mation sharing helps the colleagues to hear about all the new
gained knowledge, so the members of the organizations will
meet the needs of the organization better. This component
also enables better use of information channels with the other
organizations. This will be another way to increase the stock
of the organization's knowledge. In the future, some organi-
zations from different markets will form collaborative net-
works in which knowledge is created and shared for business
purposes; this will create multi-firm network organizations to
pursue strategies of continuous innovation and will grow a-
cross as well as within industries (Miles & Snow, 2007). There-
fore, we may consider the sharing and dissemination orienta-
tion from a wide perspective and see it as a part of the big pic-
ture analysis. Additionally, according to Schein (1992), with-
out sharing and dissemination, knowledge would reside only
in specific individuals or groups and, this will not create syn-
ergy and contribute to organizational learning, which is very
important for the organizations to increase their core compe-
tencies and competitiveness.
After all, we may state the differences between the know-
ledge intensive activities as: the organizational learning cli-
mate should be an antecedent period to being a systems
thinker; in addition, the members should first acquire the
knowledge and know how to utilize it, before sharing and
disseminating the information.
THE RESEARCH MODEL AND HYPOTHESES
Related to our subject, we have constructed a relationship
between the concepts, and created a model. According to the
model, being customer oriented is affected by knowledge in-
tensive activities. The model for this research (depending on















According to our model, we have constructed six hypo-
theses to test:
Hypothesis 1: There is significant correlation between sy-
stems orientation and customer orientation (in the framework
of researched area).
Hypothesis 2: There is significant correlation between or-
ganizational climate for learning orientation and customer
orientation (in the framework of researched area).
Hypothesis 3: There is significant correlation between
knowledge acquisition and utilization orientation and customer
orientation (in the framework of researched area).
Hypothesis 4: There is significant correlation between in-
formation sharing and dissemination orientation and customer
orientation (in the framework of researched area).
METHODOLOGY
The research plan has been stated as: analyzing literature for
survey questions, constructing the best fitting survey from
the alternatives, reaching the participants and informing them
of the survey, gathering, refining, measuring and analyzing
the data.
Scales
Two different scales were used to gather data. The first type
of questions were used to discover the descriptive statistics.
These questions surveyed the gender, age, working depart-
ment, status and education. The second type of questions (30
items) were about the dimensions of "customer orientation" (9
items) and knowledge intensive activities (21 items). In the se-
cond type of questions, the respondents chose Likert response
categories, ranging from 1 to 5, where (1) is strongly disagree
and (5) is strongly agree.828
 FIGURE 1
The constructed model
'Knowledge intensive activities' value has been calculat-
ed as the average sum of four sub dimensions of the related
variable. To perform our research, we searched for the related
scales in the literature. The scales were obtained after a detailed
investigation of the literature. The survey items of knowledge
intensive activities were obtained from Teo et al. (2006) and
the customer orientation survey items were obtained from
Deshpande et al. (1993).
Sample and data collection
We drew our sample from the employees of metalworking
firms in Turkey. After specifying the sample, we formed the
survey instrument and searched for the potential participants
to send the questionnaire to. More than 1000 contacts were
made or attempted. Some of themwere ineligible, some of them
refused to participate in the survey, some of them did not
respond although they accepted to participate. A total of more
than 600 surveys returned, however, about 60 of them had
excessive missing values and were excluded from the analy-
sis. Finally, the valid responses reached to 578.
We approached the participants by surveying the metal
firms via internet as well as phoning the Metal Federation in
Istanbul to learn about the metal firms in the sample area.
The selected firms all have a manufacturing process and they
are all profit organizations. Approximately, firms with more
than 20 employees have been selected. We didn't ask only spe-
cific employees to participate in the study. We accepted each
member of the related organizations. However, after collect-
ing the data, we have classified the respondents as white col-
lar, blue collar, university educated and etc. Approximately,
between 25 and 40 employees – from 20 different firms – have
joined the study. We have asked examinees from every orga-
nizational level to participate in the study. The participants
joined the research by clicking the link of the survey on the
internet, which was developed by a web programmer. In ad-
dition, we also sent the questionnaire to the participants via
electronic mail. On some occasions, we telephoned the firms
to inform them about the survey and asked them to join it.
The data were collected within about eight months, from au-
tumn 2007 to summer 2008.
ANALYSES AND RESULTS
Results of the descriptive statistics
The first analysis gives the basic features of the data by means of
descriptive statistics to provide simple summaries about respon-

















21 and above 81 14
Total 578 100
Working for current employer
0-10 410 71
11-20 138 24










Primary School 44 8
High School 387 67
2-year University Graduate 39 7
4-year University Graduate 88 15
Master of Science 20 3
Total 578 100
Results of the reliability analysis
The second applied analysis was the reliability analysis. Cron-
bach's alpha values are shown in Table 2. Since the factor ana-
lysis in the next section shows that knowledge acquisition and
utilization orientation & information sharing and dissemina-
tion orientation has gone to the same factor, we calculated a
common Cronbach's alpha value for this factor.
α
Systems Orientation 0.956
Organizational Climate for Learning Orientation 0.988
Knowledge Acquisition and Utilization Orientation














For Vavra (1999), a scale is reliable if its Cronbach's alpha
value is equal or above the value of 0.70 (Ozdogan & Tuzun,
2007). Since Cronbach's alpha values of our scales are above
0.70, we have proved that the scales we used for our research
are all reliable.
Results of the factor analysis
The third analysis is the factor analysis in order to specify a
set of observed variables in terms of a small number of fac-
tors. However, before the factor analysis, we should apply the
"Kaiser-Meyer-Olkin (KMO) test" and "Bartlett's Test of Sphe-
ricity" to confirm the adequacy for factor analysis (Semerci,
2004). In order to conclude whether the amount of data is suf-
ficient to measure our research and adequate for the factor
analysis, we have performed these two tests. Consequently,
the results of Bartlett's test of our research are significant (at
the level of p<0.001) for both of the variables and, the mea-
sures of Kaiser-Meyer-Olkin tests are: 0.967 for knowledge in-
tensive activities items, 0.931 for customer orientation items.
Kaiser-Meyer-Olkin test result is adequate above the value of
0.50 and the result is to be considered better as this value
approaches 1 (Aydin, 2007). Therefore, results of these tests
indicate that our scale is sufficient to measure the variables.
Next, for the results of the factor analysis of the 'know-
ledge intensive activities' (for which we used the Varimax ex-
traction method), we have found three factors. Systems ori-
entation has gone to one factor, organizational climate for lear-
ning orientation has gone to another factor, – knowledge ac-
quisition and utilization orientation and information sharing
and dissemination orientation – has gone to the third factor.
This denotes that, knowledge acquisition and utilization ori-
entation, and information sharing and dissemination orienta-
tion have the same meaning for the respondents. The factor
analysis also helped us find the value of the cumulative ex-
plained variance of these three factors, which has come out as
0.938.
In our research, the dependent variable 'customer orien-
tation' has been measured as one-dimensional and, as expect-
ed, we have had only one factor for this variable. In addition,
the explained variance of customer orientation items has come
out as 0.957.
Results of the correlation analysis
After proving that the scales were reliable and sufficient for
measuring our data, we did the correlation analysis. The re-
sults of the correlation analysis of our research variables may
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sive activities items have a significant correlation with cus-




Systems Orientation Pearson Correlation -0.355*
Organizational Climate for Learning Orientation Pearson Correlation 0.801*
Knowledge Acquisition and Utilization Orientation &
Information Sharing and Dissemination Orientation Pearson Correlation -0.596**
**Correlation is significant at the 0.01 level (2-tailed); *Correlation is significant at the 0.05
level (2-tailed).
Results of the regression analysis
As the other statistical tool, we applied regression analysis to
determine whether the constructed model was significant or
not. Regression analysis is one of the important analyses of
our research as it informs us what percentage of the customer
orientation can be explained by the knowledge intensive ac-
tivities items.
Since the research questions have the capacity of measu-
ring the variables, we could investigate the significance of the
model. Consequently, regression analysis informed us that our
model was significant (at the level of p<0.001, see Table 4).
The knowledge intensive activities items can explain 79%
of the total variance of customer orientation. This is the R square
value that may be seen in Table 4.
In addition, the coefficients may also be seen in Table 4,
which informs about the relations between the variables.
Dependent Variable: Customer Orientation
Independent Variable Beta Sig.
(Constant) 0.000
Systems Orientation -0.382 0.000
Organizational Climate for Learning Orientation 0.594 0.000
Knowledge Acquisition and Utilization Orientation
& Information Sharing and Dissemination Orientation -0.297 0.000
R square 0.788
Standardized R square 0.787
Significance 0.000
DISCUSSION AND CONCLUSION
The study is an original one as it adopts a different point of
view on customer orientation from the standpoint of know-
ledge intensive activities in metalworking manufacturing. We





has great significance in the global economy. The experts in
this sector create their strategy maps by following the global
market conditions. Therefore, our study gains international
importance. Besides the global view, we selected this sector
for some other reasons. From social work perspective, there is
a significant number of employees in the metal industry
across the world, which means this subject will concern a
great number of people. In addition, investing in this sector
requires a great amount of capital goods, which may discour-
age the investors. Therefore, the investors will gain a differ-
ent point of view in decision-making in investing in this sec-
tor. Lastly, there are few researches related with the develop-
ment of this sector (depending on the factors stated in our
model). Hence, the organizations will gain an extensive vision
of possible growth in the sector.
The results of this study have original implications, for
businesses as well as academic researchers, that being cus-
tomer-oriented is significantly correlated with knowledge in-
tensive activities in metal industry. In addition, we may con-
sider that the total explained variance (0.79) of the customer
orientation is above a good level; however, it should be better
to discuss and find out other factors to join the model and
increase the concerned value.
Additionally, the coefficients in regression analysis signi-
fy important results. Systems orientation has a negative rela-
tionship with customer orientation. This means that adapting
to a new system may result in avoiding customer orientation.
The orientation of acquiring new knowledge and sharing it
may also postpone customer orientation. Therefore, the man-
agers should expeditiously apply the new knowledge to their
organizations and try to shorten the orientation process. Con-
versely, organizational learning climate has a positive rela-
tionship with customer orientation. This entails that, learning
opportunities should be sought out by the managers. Also,
obstacles for learning activities should be avoided in order to
be more customer oriented.
We believe that the results of this study may be useful for
metalworking firms as well as other globally acting organiza-
tions in planning their strategic maps and increasing their
effectiveness. For instance, the manufacturing companies may
utilize the results of this study. However, it may not be right
to suggest the results of this study for the service sector or
non-profit organizations. The know-how concept is gaining
more importance day by day and the researchers should
make investigations about the effects of it on different areas.
Therefore, as another discussion area, we suggest that re-
searchers study other international business areas to compare
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Utjecaj znanjem intenziviranih
aktivnosti na orijentaciju prema kupcu:
istraživanje o metalurškoj proizvodnji
Bulent AYDIN, Adnan CEYLAN
Gebze institut za tehnologiju, Istanbul
U ovoj smo studiji izradili originalni model i proveli istraživanje o
metalurškoj proizvodnji. Osnovni cilj istraživačkoga modela jest
istražiti orijentaciju prema kupcima koja ovisi o faktorima
znanjem intenziviranih aktivnosti te tako pomoći poduzećima i
znanstvenicima zainteresiranima za ovu temu. Znanjem
intenzivirane aktivnosti, koje su povezane s kapacitetom učenja
organizacija jesu: sistemska orijentacija, klima u organizaciji
koja potiče na učenje, orijentacija na stjecanje i upotrebu znanja
te orijentacija na suuporabu i distribuciju podataka. U svrhu
istraživanja odabranoga sektora, konstruiran je instrument na
temelju detaljnoga proučavanja literature i primijenjen je na
578 zaposlenika metalurških tvrtki. Utvrđeno je na temelju
ishoda da je konstruirani model značajan (na razini p< 0,001),
a da je istodobno orijentacija na kupca značajno korelirana sa
svim znanjem intenziviranim aktivnostima (na razini p< 0,001).
Nadalje, ukupno objašnjena varijanca orijentacije prema kupcu
koja ovisi o znanjem intenziviranim aktivnostima iznosi 0,77.
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Die Verfasser dieser Studie führten nach einem eigens
erarbeiteten Modell eine Untersuchung im Bereich der
metallurgischen Produktion durch. Das Hauptinteresse galt
der mit Faktoren kenntnisintensiver Aktivitäten in
Zusammenhang stehenden Kundenorientierung von
Produzenten. Die Verfasser wenden sich mit ihrer
Untersuchung vornehmlich an interessierte Unternehmer und
Forscher. Kenntnisintensive Aktivitäten, die dank der
Lernfähigkeit von Organisationen umgesetzt werden, sind:
Systemorientierung, ein Lernprozesse begünstigendes
Arbeitsklima, Ausrichtung auf Kenntniserwerb und
-umsetzung sowie Daten-Sharing und -distribution.
Ausgehend von fundierten fachliterarischen Kenntnissen
haben die Autoren einen Fragebogen erarbeitet und ihn in
einer Umfrage unter 578 Arbeitern von Metallurgie-
unternehmen eingesetzt. Der Fragebogen erwies sich als
relevant (p < 0,001). Insbesondere aber zeigte sich, dass die
Kundenorientierung von Produzenten wesentlich mit
kenntnisintensiven Aktivitäten korreliert (p < 0,001). Ferner
konnte ermittelt werden, dass die durch kenntnisintensive
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